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GENTRAL INTELLIGENCE AGENCY (
OFFICE OF NATTORAL ESTIMATES

12 Deceamber 1951

MEMORANDUM FOR THE BOARD
SUBJECT: Draft of O/NE Chapter for the CIA Annmual Report.

1. I submit the following draft with some fear and
hesitation, Inevitably, any individual who attempts to out-
line O/NE's problems and accomplishments over the past year
will eolor his presentation with his own personal point of
view, I have tried to the best of my ebility, however, to
present what I understand to be the Board's position rather
than my own, :

2, We were requested not to prepere the usual progress
report or a forml history, but a frank and informal analysis
of what we conceive to be our mission, how we function, what
we have accomplished, and the problems that we face. This I
have attempted to do in the attached draft, It way appear a
1ittle lengthy, but I felt it better to present this complex
pleture ip extenso for the Board to cut down as 1t vill, Some
excessive franimess and avkwardness in phraseology probably
also require change. I an preparing a separate brief draft on
the O/NE-O/CI relstionship, for ecordination with 0/CI.

2w Kewmn

R, W. KOMER

Attachnsnt

MORI HRF
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SECTION IIX
Second Half of Part 4
O/NE AND THE PRODUCTION OF NATIONAL ESTIMATES

The esteblishment of an independent Office of Natiomal

Estimates in the CIA reorganization of 1950 represented a nev
departure in US intelligence, the aepai-ation of national

eéﬁmatea production from other intelligence functions end the
creation of a‘n‘ew Cﬂ office with this sole primary task,

Thié step resulted from the determination of General Smith and
hie Deputy; M. Jeckson, to give mich greater and mofe specifie
emp!iﬁsis to what they regarded as CIA's most important single
funetion, that of producing authoritative and integrated
"hational inbelligenee" estimates which would meet the needs
of US securlty and provide the necessary basis for nationai
policies and plans, These estimates, as they conceived of
them, would be produced in full eollgboration with a1l US in-
telligence sgencies and would represent the ultimate product
of US intelligence resources. Pursusnt to the National Secur:lﬁy
Act of 1947, the NSC had directsd CIA to produce such intel~

I have not hesitated to use abbreviations because 21l of them
wg.l have been repeatedly speiled out in previous sections of
ths text,
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ligence, which it defined as "integrated departmental intel- .
lipence which covers the broad aspests of national polliey and

national security, is of oconcern to more than one Department.

. « » » oy and tranacends the exclusive compeience of a single
Department,"l/

‘Prior to General Smith's appointmnt as Director, the CIA
Office of Reports and Estimates had produced mumerous esti-
mates, many of them natiomsl in seops, However, O/RE suffered
from having a mltiplicity of current reporting, research, and
estimating functions, among which that of producing national
estimateg wag not alwaye accorded firat place. The Dullea-
Jackson report strongly criticized O/RE for heving produced
too 1ittle national intelligence, whille spending too much time
on other miacellaneuus; reports and services, It recommended
creation within O/RE of & small "Estimates Group" whose sole
function would be the production of national estimates.

Moreover, O/RE acted as more or less of a self-contained
eatimates producer, not usually ealling on other agencies for
contributions, It usually consulted them only ‘at the finsl
stage of the estimates procesa, and then by presenting them

1/ NSCID No. 1, 12 Dse 1947 and FSCID No. 3, 18 Jan 1948.
w2 -
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yith & finished estimate to which they were asked to concur to
dissent., This procedure wﬁs 1yksome to the Departmental intel-
ligence agencies, which considered that they were pot given an

adequete role in estimates production and that thelr views were
not sccorded sufficlent weight,

To remedy this situation, Gemeral Smith decided to create
a new office at the apex of the national intelligence strueture
with the sole function of producing mationel estimates, The |
DCI decided that this office, umlike its predecessor, should
not be a gelf-contained estimating facility, but should rely
primerily upon the .Deparmen‘c.al intelligence agencies or, where
appropriate, on other GIA offices for mteuigehce contributions
to these ostimates and should bave these sgencies participate
fully in their preparation, As the capstone of this processy
he made the revived Intelligence Advi'sory Committee the final
board of review for all nationsl estimates, thus allowing all
participating agencies the fullest poséible role,

The Diregtor prevalled Upon Dr, William L, lenger,
Coolldge Professbr of History at Harverd and wertime head of 085S
Research and Analysis, to organize the nev Office of National
Egtimates, which wes created on 13 November 1950. As enothexr
importent imnovation General Smith ereated a Board of Natiomal

u3m
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Estimates, a small groupd eminent men under Dr. Langer's
chairmanship; this group, the core of O/NE, would be respon-
_ sible for making national estimstes the f£inal product of the
pation's intelligence skills,

The Migsion of O/NE. The basic concep® of O/NE is that
1t has but one primary mission, the production, in close col-
1aboration with the IAC agencies, of national intelligence
sgtimates (NIE's), The NIE, which General Smith has defined
a8 Mthe end-produet of intelligence," is designed to serve as
the essential background for US policy and planning atb the
highest levels of the government, in practice the Whits House,
the National Security Council, and tho Departments of State
and Dofense, NIEs support the determination, execution, and
peview of policy at the nstionel level by furnishing appre-
ciations which reﬂeub the concensus of US government intelll-
genee views, Thelr scope generally transcends the area of ro-
sponsibility of eny particular intelligence agency, and welds
their several views into an integrated vhole,

0/NE yegards 1tself as an integral part of a joint pro-
duetion mechanism, of which it serves as the coordipator. It
does not itself produce the besic raw material for an eatimate;

1t relies upon the IAC agencies and vhere appropriate, upon the

- b
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other offlces of CIA for this. The Board of National Estimates
conceives of its function as being to set the estimates process
in motion, to guide the estimate through this process, dnd to
coérdinata and review the estimate as 1t emarges until after
fina) Board approval it ia submitted to the IAC. However, O/NE
does more than act as a coordinator and reviever, Propably ita
nost significent fumction 1s actually toprepers, on the basis
of the agency contributions, the draft estimate 1tself.

O/NE's Organization. Dr. langer end the Board considered
thet in order best to perform the above mission, O/ME'e organi-
zation should follow two criteria: it should be kept as small
as posaible, since it relied on other agencles for its mterial;
and it must be as highly qualified as possible, because of the
very nature of its task, The Board of National Estimates itself
was personally selected by the Director from outstanding men of
netional repute, both inside and outside of CIA, At pregent 1t
consists, besides Dr. langer, of Dr, Sherman Kent - Yale pro-
fessor, 0SS officlal and author of Strategie Intellipence,

Dr. R. J. Sontag - Professor of History at the University of
California, Vice Admirsl B. H, Bieri, USN (Ret.), apd Dr. L. L.
ontaguo and Dr. DeForest Van Slyck, former heads of the Global
Survey unlt of ORE, In essence the ereation of the Board brought
a new level of intelligence personnel into play in the estimates

.
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process, The national estimate is not merely produced by the
intelligence specialist, but also sifted through a group of

men of brow-guage, authoritative experience in videly varled
ﬂel'da. The high atandards for Board mepbership have con—
mni;ed the Direstor vith a serious problem, not only of
f£inding msn of the requisite qualifications, but of preventing
too rapid a turnover, particularly of those on university leave,

A small staff of highly qualified intelligenée personnel
was formﬁd to give proper staff support to the Board. Composed
at preaen;b of only twenty-aix senior intelligence offlcers,
including a healthy quota of new blood drawn from outeide the
Ageney, it initially drafts most estimates for Board consid-
eration, assists in thelr eoordination, and seske to keap the
Board as fully briefed as possible on intelligence matters.

The Assistant Direetor has sought to impose a minimum of organi-
gational rigidity, so as to permit flexible operation in meeting
the Board's reqﬁiremauts.

O/NE also has a small panel of Consultants, among them such
eminent individuals as Mr. George Kemnan, Dr. Hamilton Fish Arm-
strong, and Dr, Vammevar Bush, to whom the most important NIE's
are frequently referred for comment., The periodic meat:lngs of
Board members with the c¢onsultants panel have been of great value

-a-6-
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and could well be further developed. It has often proved dif-
Pleult to assemble the consultants in time to malke full use of

their opinions,

In order to be familiar with developments of major ;i
interest to it, O/NE mainmtains close and constant liaison with
such agencies as the NSC Wf, the Joint Staff, and the State
Department Policy Plamaing Staff, as well as other CIA offices.
One staff representative serves as CIA member of the NSC Staff
Assistents and aseists the Deputy Director on the NSC Semior

25X1

25X1

0/NE also keeps in close touch

with the activities of the IAC Watch Committee to be fully con-
versant with emerging indications of any hostile developments,

The Natiogal Tstinetes Process. The production of matiomal
estimates through the collaboretion of numerous IAC agencies and
CIA offices has entailed the development of a complex, at times
cumbersome, estimates machinery. The role of O/NE and the
National Estimates Board vis-a-vis that of the other agencies
and offieas in this machinery is still in the course of?volut.ion,
Over the past year, however, an effective working relationship
has been achieved, '
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The vital first step in the estimates process, the initiel
suggestion or req{zest for en estimate, has drawn on wide and
vaﬂed gources, ranging fron White House or NSC requests to
the suggestions of individual members of 0/NE, Drawing upon
. so wide a renge of sources is considered extremely hcalthy,
although open to sbuse, as it gives the broadest possible basls
for determining national intelligence needs, It helps to insure
that national estimates will not merely meet the expressed needs
of policy makers but will also :lndepandeﬁtly demonstrate where
futﬁre policy problems exist. Roughly half of the estimates
proauced to date have been suggested by O/NE itself, while the
remainder have been mquested by other agensles. The IAC itself
muet approve the ascheduling of & national estimste, and the
chief criteria for IAC approvel have been thot it be timely,
1,6., that it be needed st the momend, and thet 1% be national
in scope. In pracilce, bhowever, these criteris have not alusys
been strietly adhered to end the TAC and O/NF face a constant
problem in not overburdening themselves with esasentially
secondary estmatés , at the expense of conéen‘tra"bion on the

erucisl ones,

The next and exceedingly importent step is to preparé the
Terms of Referense for the estimate, which define the subject
to be ecovered, ask the importent questions which nust be

answered, and ask these in such form as to draw out the neces~
-8 -
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pary intelligence, O/NE itself has generallj prepared the

Terms of Reference, which are then sﬁ‘tmitted to the IAG agencies
for discussion and revision prior to final approvel by the Board,
.At times verious egeneles have sought to adopt too rigldly
schematic and comprechensive a formet for estimates, intro-

ducing into them material which was not directly pertincnt,

but in gemeral this tendency has been firmly resisted by the
Board, The approved Terms of Reference serve e guidance for

the a;ency contributions, énd, although they have not been

fully utilized for this purpose, as guldes for intelligence

collection as well,

Various sections of the egreed Terms of Reference are
apportioned to the various IAC agencies or to other CIA ofe
‘ ficé’s, m.accordaﬁce with their ability to contribute. The
agencles are then expected to call upon all of thelr resources

- to produce a contribution by an agreed target date, These

contributions are obviously of crucial importence, for they -

" are the foundation upcn which the estimate I1s based, They
heve been drawn not only fram the regular IAC ageneles (G=2,

ONI, D/I-USAF, OIR, the FBI and the AEG's intelligence com-
ponent), but from such other CIA offices as 0/SI, O/RR and 0/CI,

Perhaps O/NE's most significaent role in the estimates
process is the preparation of the actusl draft estimate on
the basie of the contributioms received, This function lis ap-

- 9 -
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signed %o & emall teck team under the guidance of the Boeard,
The draft, when finished, 1s carefully reviewed, revised, and
often rewritten by the Board, assisted by its staff, In this
phase O/NE does more than merely piess together the egency
contributions, It secks to integrate them inte a cohesive
estimete, mluéting them on the basis of its own background,
adding material from its own sources, and draﬁing the neces=~

sory estimative conelusions.

The next stage is that of full scaie agency coordination,
- After the IAC agencles have had an opportunity to review the
draft estimste, the Board itself meets with the IAC TEPTOBEhme
tatives to discuss the draft, It is here that every eiffort is
made to resoive in: exr~agency differences of opinion bnd to
take fully into accoumt all agency views, The Board them sub~
nits 4ts estimate to the IAC Ltself for final Teview,

This final step in the NIE process, review by the higheat
level US intelligence commlttee, 18 another feature of the re-
organization instituted by Gemerel Smith, The IAC, mposed
of the heads of all 1B intelligence agencies under the chair-
manship of the Director of Central Ihtelligence, is the forum
vwhere remaining major agency differences are, if possible; re=
solved, In practice, the IAC's review, together with the prior
coordination at the egency representatives level, has Insured
that 21l NIE®s are fully coordinated and has led to & remarkable
freedom from egency dissent on the estimates 0/NE has produced,

-~ 10 -
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The above process, with its full allowance for coordination,
has proven inevitably lengthy and time-eonsuming. NIE!s have
normally teken from two to three monmths to produce. When neces-
sary the process can be greatly accelerated, however, and OfNE
has prepared coordinated estimates on a "erash" basis in as little

as two days,

Certain variants of the standard NIE also

have been developed to meet special circumstances, ' Where the
scope of an estimate extends beyond the strict sphere of intel-
ligence or where‘ it is for a special purpose and limited distri-
bution it becomes a Specisl Estimete (SE), although the process

is the same,

O/NE has drawn heavily on other CIA offices in support of
its estimates, particularly where these offices, such as O/RR
and 0/SI, perform services of common concern which the other IAC
agencies do not provide. An especially close and effective re-
lationship has been developed with these two offlices, which often
have done all of the sybstantive groundwork for more spec:lalize‘d
scientific or economic estimates under the umbrella of the Board.
The Economic Intelligence Committee, developed as an IAC sub-

‘committee under O/RR chairmanship, and the network of sciemtific

intelligence committees chaired by O/SI have proven useful in-

-11-
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struments for bringing all of the government's resources in
25X1 these flelds to bear on variocus NIR's, \

O/NE has also
Trequently drawn on O/FC, 0/30 and O/CI resources as well, The
peculiarly complex problem of O/RE-0/CI relationsﬁipa 1s dealt
with in Section ____ below. |

25X1
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In addition to its formal estimates production, O/NE has
felt responsible for keeping the Director and Deputy Director
of CIA informed of yarious related developments of an esti-
nmetive nature, As a medium 1t hag used a series of informal

Memoranda to the Director, ,
5X1
L O/NE has also provided a great
deal of informal imtelligence support to the NSC staff, through

the CIA members of the NSC Staff Assistants and the Senior Staff,
At O/FC's request O/NE has occasionally commented informally on
the intelligence assumptions underlying O/FC plans,

Evaluation of National Estimates Production., Despite sev-
eral wesknesses discussed below, the past year's productlon of

national estimates and the evolution of a functioning natiomal
estimates machinery on a full inter-agency basis in general is
considered to be one of the most successful outgrowths of the
reorganization of CIA. Neither the product nor the machinery.
has by any ,meens been perfected, but as an initial effort in a
nev field of truly national and fully coordinated estimating,
they represent a distinct achlevement over a limited period, in
comparison with the past,

As to the estimates themselves, thelr quality has been gen-
erally satisfactory, although in many cases tliey have inadequate
intelligence backing and their conclusions, largely for this

-1 -
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Treason, are not always sufficiently clear. In particular mary
of the military estimates of Soviet armed atrength angd capa-
bilitiéa seen outdated, yet peculiarly resistant to change,

As & rule the NIE's haye been timely, but 1n a mmber of cases
they may have bsen completed too late 4o exert a maximm effort,
Certainly the scox;e of national estimates coverage has been com-
prehensive, Estimates have been produced on almost all emsrgent

anything nseful to contribute, Many of ‘bhqse estimates, hoy-
éver, have been quite short range in nature, and will have to 25x1
be Perlodleally reviewad,

O/NE has not
only mot all of the outside requests for estimates, but has 1t-
self Initlated an even larger mmber, In the latter case, hoy-
6ver, many of these estimates have not been sufficiently directly
related to the needs of the policy makers and planners, partly
bécause of a fallure on their part to inform ug of these needs.

The new nationsl estimates machinery, as 1t has evolveq
Pragmatically over the past year, has revealed certain strengths
and weaknesses., The Chief strength is that the new process hag
systemtieally produced, for the first time in US intelligence
history, fully coomdinateq nationel intelligence which brings
together the videst range of inter-agency resowrces and repre-
- sente the consensugs of é,gency views, Within CIA, the dissoci-
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ation of O/NE from all other inmtelligence functions has per-
mitted upd:lvlded attention on estimates production and, to-
gother with th_e quality of the personnel, has resulted in
better estimates being produced. Yet both these sources of
strength have brought with them certain woahesses,. which are
partly remediable, but which are to some degree 1nhere_nt in

the joint estimates process itself, First are the almost
inevitable difficulties invelved in the intelligence-by-com-
mittee mothod which must be employed so that estimates can be

* fully coordinated and differences resolved. The interlocking
series of committees which characterize the NIE process, both
within O/NE and in the larger inter-ageney coordination system,
tends to promote dilution of the estimate in an effort to resch
agreemsnt 1f conflicts are involved, Second, the dissoeiation
of O/NE from all but the estimating function does tend to sep-
arate 1t from the unfinished intelligence on which its estimates
are based, Despite 1ts efforts to brief itself independently
and to check on agency contributions, O/NE itself must largely
depend upon the quality of the contributions it receives.

Third, the new estimates process has proved lengthy and time-
consuming, partly beecause O/NE itself has been slow in producing
many draft estimstes and partly because of the time lag in
agency contributions, but also because of the mumerous committee
meetings required if properly coordinated estimates are to be

produced,

. =16 -
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A Il yeer of experience with the new nstional estimates
process and an evaluation of its present strengths and weak-
Tesses reveals the serious problems which still remain to be
solved, Since O/NE sbove all other CTA componemts rests on a
foundation of inter-agemcy collaboration and is at the same time
closest to the ultimate intelligence consumsr, the bulk of these
problems relate to the role of O/NE in relation to the IAC
agencies and to the planners and policy mekers themselves.

a.
wost serious problem 1s that of how to further improve the qual-
ity of national intelligence estimates. Some of the estimates

produced to date have been criticized for their lack of clear
and forthright conclusions upon which policy declisions can be

. based, It is recognized that to be of most value to the policy
makers and plamiers, NIEs must be as firm and unequivoeal as is
feasible in any pgrticular case, However, any failure to do so
is at least in part.inherent in the very limitations of the
intelligence process. Inwariably there are eritieal queations
to which intelligence simply cannot give a definttive answer,
To be more positive than is justiffed under the circumstences
would be to mialead the estimates consumer., In such cases we |
mst frankly say "we do not know" or "we can only guese.” To
delineate accurétely the various gradations of estimative eer-

-17 -
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tainty —— ranging from "it is conceivable" through "we be-
lieve it almost certain"” — is in itself a problem which re-
quires further study. O/NE is actively studying various vays
and means of refining the "languags" of estimtes to clarify
for its customers exactly what is meant.

But the greatest need 1s for more adequate agency con-
tributions upon which firmer national estimates can be based,
In the last analysis, the NIE product will perforce depend
upon the calibre of this intelligence support, The relatively
low quality of much of the intelligence which goes into the
final national estimate of course reflects a weakness of the
entire US intelligence system, not simply of the estimates
process itself, While in general the IAC agency contributions
have shown some improvement, honestly compels the verdict that
they have not in many cases proved wholly adequate. Despite
the difficulty of any generalization, the service intelligence
contributions have beer; more prompt but less satisfactory than
those of other CIA offices and the Department of State. The
fault, of course, lies both with the agencies and with O/NE.
In some éases O/NE has been insufficiently clear and explicit
in outlining the problem; in others it has not made clear to
the agencles the deficiencies of their contributions and called
for further ones, O/NE must itself develop more systematic

SECRET
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methods of checking the accuracy and adequacy of thése COn~
tributions, perhaps more fully utilizing for this purpose
other offices of CIA, In many ceses, however, the IAC con-
tributors are inadequately staffed and equippad to make the
maxirum useful contribution to NIE's, CIA may well be forced
to use 1ts natiomal intelligence coordinating responsibilities
to seek improvement or expansion of the departﬁiental intel-
ligence staffs.

A related need is that of more competent agency repre-
sentation at the all-important coordination meetings with the R
National Estimates Board, While OIR normally sende the inter-
ested intelligence exports, the services in general have sent
liaison officers whose apecial function is to deal with agencles
1i%e O/NE, A= a result these representatives often are not
the same as those who actually prepared the contributions and
frequently are not technieally qualified to diseuss. the esti-
mate under review, Moreover, in soms cases they are not
authorized suffielent latitude to deal on an equal basis with
the Board,

The role of NIE vis-a-vis the TAC Agencles.
Nevertheless, the weakness of nmany past estimates is not only
attributable to the above difficulties; in large measure it is
a byproduet of the present process of intelligenca—by-comittae
by which nationa.l intelligence is produced Inevi‘bably,
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national estimate which must refleect tﬁe largest possible
area of agrcement among a half dozen IAC sgencies tends to
arrive, in event of éonﬂict, at the lowest common denomi-
 nator of inter-agency concurrence, espscially when time is
short. There may well be some correlation between the re-
markable lack of dissents by IAC agencios and the lack of
firm conclusions in some WIE's, It is at this point that
the delicate problem of CTA's role vis-a-vis that of the

other agencies in the estimates process comea to the fore.

National intelligence must and should represent the-
best collective jJudgment of all agencies coneérned. At
the same time, however, CiA's role in the production of
national intelligence must not only be that of coordinstion;
CIA, 25 an independent agency umder the control of no de-
partment, miat also spesk with an independent and presumably
objective volee, No observer could deny that in many in-
stances departmental policy preoccupations tend to color
the views which a departmentasl intelligence component takes,
This situation is largely inherent in the relationship of
guch éomponanta to the agencies of which they are a part,
To a degree this is a haaithy phenomenon, but teoo often it
violates a basic principle of national intelligence, that it
st render an impartial astimate, resolving or identifying

- 20 =
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' d':lffereneoa, but not obscuring them, To place the Board
of National Estimstes too much on the same level with the
departmental agencies and to adhere too clossly to a de-
sire for umanimous inter-agency agreement may tend to
weaken the NIE product and to vitiste the role which O/NE
ean play In theory the Board, as the Director's esti-
mating facility is solely responsible for its own estimates,
while the IAC itself is only advisory to the Director and
the fina) estimate 4s his own. In practice, however, both
: theDireﬂoramtheBoardhmleanadmrbackwardtoénk
full agency agreement, deaspits the dilution of opinion which
in some cases has ocourred. Essentially this is a problem
of balancing the need for the most cooperative inter-agency
relationships (without which the present estimetes procees
cannct function) egainst the often conflicting meed for firm
and forthright estimates, even at the exponse of some dlssent.
In metting this problem CIA, as a still new agency developing
new intelligence concepts, msat move carefully at best,

There 12 an equelly serious need not only for better collab~
oration among intelligence producers, but ‘for better relations
between them and their clients — the plamning and policy
maldng echelons of the government, Progress has been made in
the past ywaar toward closer tiea between intelligence and

-21 -

Approved For Release 2006/1 @k A-RDP79R00971A000100050006-5



Approved For Release 2006/10/13 : CIA-RDP79R00971A000100050006-5

SECRET

policy, particularly throush O/NE support of CIA pertieci~
pation in the NSC, through more intimate relationships with
the JIG and the State Policy Flanning Staff and the mmerous
requests via these chammels for nat:lona'i intelligence sup-
port of policy formilation and review. However, the very
success of these new relationships indicates how much further
they might be developed and how mrtually profitable it might
be, It is very sirongly felt that the policy makers still
do not take sufficlent cognizance of intelligence and of the
eontribution it can mko.‘ The NSC Staff in particular could
more frequently request national intelligence estimates on
specific NSC policy problems which they face, Replaecement |
of the present "arms-length" relationship by a closer mrldng
partnership of intelligence and policy psople, as under the
British system, would greatly inecrease the value of national
intelligence estimates.,

Equally serious in its limitations on the usefulness of
the intelligence product is the contimed opposition of the
military services to mﬁitthg intelldgence to take ascount
of US capebilities in evalnating enemy capebilities and in- - g
tentions, O/NE has in the past been foreed to cancol several
highly useful estimates because of the refusal of the military
services to even permit intelligence components to evaluate
comparative Allied capabilities versus those of the USSR, Yet
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without such a éouparativo evaluation, no useful estimate
of, say, Soviet capabilities and intentions to invade Japan
1s possible at all, Inteliigence's need to know, however,
is sharply circumacribsd; it has no need or indeed desire
to now "war plans." In many cases it does need, however,
precise operational assumptions to permit meaningful com-
parative svaluations instead of artificial and frequsntly
misleading estimates of Soviet "raw" capabilities.

The national estimates system faces a ¢onstant problem of
bhow to rigidly eonfins its output to only truly "national®
estiﬁntee which the policy makers really naed, If its
producte become too mmerous and too undiseriminating, any
intelligence agency, particularly one producing for a select
high-leval audlienes, runs a serious risk that this produet
vill no longer be seriously read, On the other hand any
definition of national intelligence is necessarily elastic
and open to varying interpretation, There is a tendemey for
departments to ride their "hobbies" or to toss into the RNIE
pot any estimate on which for some reason or other they want
inter-agency agreemsnt or which is too big for their own re-
sources, As a result the national sstimates eystem has al-
ready been burdened with certain projects whose suitability
is questionable at best. Another potential danger is that
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O/NE itself will become involved in too many other internal
CIA tasks besides the production of NIE's, Its small staff
has already becoms involved in processing an increasing number
of miscellanecus requests, Many of these can be easily
anaswered as a by-product of national intelligence production,
ﬁowever, i¢ O/NE should becoms too involved in such matters
as operational support, formilation of deﬁailed field eol-
lection requirements, coordination of non-estimative matters,
ate,, not only would a mch larger staff be required but O/NE
would be :ln danger of losing its present focus on a single
primary function, the production of NIE's,

In sum, despite the substantial progress in evolving a
new concept of national intelligence, there is still a great.
deal to be accomplished before a fully satisfactory national
intelligence estimates process can be evolved, In particular
the continmuing problems of inﬁer—ageney coordination and re-
lations are not suseoptible of easy or rapid solution and the .
£inal pattern of natlionsal inteiiigence production has no doubt
not yet taken shape. Neverbhéless, 0/NE's experience in a full
year of operation represents for the first time a clear fixing
of responsibility for coordinated national estimates within
the govermmental intelligence structure and the actuval pro-
duetion of estimates which can truly be called national in

seope,
-2l -

sm&gr
Approved For Release 2006/10/13 ; -RDP79R0O0971A000100050006-5



